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Trainer’s guide 
Session 6:   Partnership implementation: Key steps and tools 
Purpose To enhance the capacity of the agricultural researchers to forge effective and efficient part-
nerships with other relevant stakeholders in the agricultural innovation system for achiev-
ing greater impacts
Objectives At the end of this session participants will be able to:




Flipchart and white board markers •	
Copies of handouts 6.1, 6.2, 6.3 and 6.4 for each participant •	
Computer and LCD projector•	
Time needed Two hours and 15 minutes 
Method of facilitation
Activity Time 
Presentation Distribute handout 6.1 (presentation slides) before you start your presentation 
Give a presentation on tools for innovation systems understanding and 
analysis
Allow some time for questions to make sure that participants understand 
what is presented.
Distribute handout 6.2 ( presentation text) to supplement your presentation
60 minutes
Exercise Distribute handout 6.2 for exercise 6 partnership implementation: Key steps 
and tools 
Ask a volunteer to read the exercise 
Ask participants to work on the group exercise 
Remind them the time allotted to the exercise 
85 minutes
Transition Make closing remarks and transit to the next session 5 minutes
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Understand the processes and 
issues in research partnership 




Project implementation and 
monitoring stage 
• Practice proactive rather than reactive communication 
• Facilitate ‘partnership health checks’ at project meetings
• Use project governance mechanism to address poor 
performance and resolve conflicts
• Complete a simple partnership report to management every time 
a project report is submitted to the donor 
• Have all reports been submitted and on time?
• Has program collaboration been smooth? If not, describe 
any problems that have arisen
• Have there been any issues related to management of 




Project implementation and 
monitoring stage 
• A related assessment questionnaire should be sent 
occasionally to partners, asking them to report 
back to the project management on the 
organization’s performance as a partner
• Collectively monitor and document progress in 
influencing mindsets and working towards impact 
within the output mapping framework
• Remind, motivate and monitor to ensure that the 
required reporting and documentation is kept up to 
date and submitted on time
• Make efforts to recognize and showcase 





• Give several early reminders about any final reporting 
commitments
• Anticipate final administrative arrangements that may be of 
concern to partners 
• project assets whether (i) their recovery is expected; or (ii) how 
their transfer to the partner should be formalized
• an independent financial audit and it may be useful to review 
partners’ project accounts carefully to help them prepare in 
advance
• Facilitate collective self-evaluation of the project and partnerships 
• Facilitate a final Outcome Mapping session to assess progress 
achieved and capture lessons
• Agree on any next steps that are planned for follow-up 
collaboration
• Ensure that the partnerships and the contributions of the individual 
partners are clearly recognized and acknowledged 
6.6
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Team contributions and competencies 
required for partnership management
Strategically identify partnership needs 
Identify strategic gaps
Actively scan for opportunities
Actively explore partnership opportunities 
Initiate discussions with potential partners
Facilitates a consensus on mutual benefits 





Team contributions and competencies 
required for partnership management
Lead or contribute to implementation of 
commitment within partnerships 
Sets performance objectives/define roles
Establishes ground rules






Team contributions and competencies 
required for partnership management
• Successfully motivate participation and commitment 
within partnerships













Session 6:      Partnership implementation: Key steps and tools: 
Summary of presentation
6.1 Introduction
This chapter looks at the nurturing of partnerships in the context of the project cycle. This chapter 
describes these phases and steps in detail while identifying the skills and tools needed. The issue of 
partnership monitoring is covered in another chapter of this module.
6.2 Project implementation and monitoring stage
As the project is implemented, considerations for managing and nurturing the partnership aspects should 
follow directly from the principles, procedures and practices agreed during the initial team-building and 
planning meeting. For the Partnership Manager (usually the project manager), it is important to follow 
through and monitor that these are respected. Key partnership-related considerations and activities 
during this phase include:
Practice proactive rather than reactive communication. The project manager sets the tone in •	
terms of communication and so must make a particular effort to keep up with one-on-one 
communication with individual partners and with sharing information more widely. Again, some 
type of periodic electronic project newsletter or project webpage would be ideal for this purpose.
Facilitate ‘partnership health checks’ at project meetings. In addition to the standard review of •	
progress and planning done at project meetings, the project manager should periodically plan and 
facilitate a session using standard team-building techniques to lead a collective self-assessment of 
the partnership dynamics within the project.
Use the project governance mechanism to address poor performance and resolve conflicts.•	
Complete a simple partnership report to management every time a project report is submitted •	
to the donor. This would be a very simple questionnaire naming the partners, the individuals 
involved (to keep organizational database up to date), and the following questions:
Have all reports been submitted and on time?•	
Has program collaboration been smooth? If not, describe any problems that have arisen.•	
Have there been any issues related to management of project funds held by the partner?•	
A related assessment questionnaire should be sent occasionally to partners, asking them to report •	
back to the project management on the organization’s performance as a partner.
Collectively monitor and document progress in influencing mindsets and working towards impact •	
within the output mapping framework.
Remind, motivate and monitor to ensure that the required reporting and documentation is kept up •	
to date and submitted on time.
Make efforts to recognize and showcase partnerships that are working well and celebrate their •	
successes. A project newsletter or webpage offers an effective mechanism for public recognition 
of successful partnerships: make sure to highlight the role of the partnership in any success 
achieved by the project. 
Systematically document the experiences and lessons learned.•	
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6.3 Evaluation phase
It is very important to pay close attention to partnership issues during the winding-up phase. In 
the rush to compile and submit final reports and close out budgets, less attention is often paid to 
partnership issues. But careful consideration of these issues can make sure that the project ends on a 
positive note, that lessons are captured and learned, and that the partnership is strengthened for future 
collaboration.
Key partnership-related considerations and activities during this phase include:
Give several early reminders about any final reporting commitments. There is often an extra heavy •	
load of reporting needed at the end of a project; early, repeated reminders can help to avoid 
missed deadlines and bad feelings.
Anticipate final administrative arrangements that may be of concern to partners. If partners •	
are holding any project assets (i.e. equipment purchased with project funds or lent for project 
activities), clarify with organizational administration whether (i) their recovery is expected; or (ii) 
how their transfer to the partner should be formalized. Some projects may require an independent 
financial audit and it may be useful to review partners’ project accounts carefully to help them 
prepare in advance.
Facilitate collective self-evaluation of the project and partnerships. Some projects are able to hold •	
a final wrap-up or feedback workshop, and this opportunity can be used for such an evaluation. 
Lessons captured during this evaluation can often contribute to the narrative of the final report on 
the project process and management. If no dedicated meeting is possible, it may be possible to 
solicit feedback from partners through a facilitated email discussion.
Facilitate final outcome mapping session to assess progress achieved and capture lessons.•	
Agree on any next steps that are planned for follow-up collaboration.•	
Ensure that the partnerships and the contributions of the individual partners are clearly recognized •	
and acknowledged. A letter should be sent to the director of the partner institution to transmit 
formally any final reports and to recognize the contribution of individual collaborators from that 
institution.
The six stages of the project cycle are a useful concept to demonstrate explicitly what partnership 
management at project level means in practice. It serves as a checklist for project managers and partners 
to consciously deal with partnership issues. 
6.4 Competencies specific to partnership management and nurturing
Most research staff members will in some way be asked to contribute to partnerships. For partnership 
managers and other closely associated staff, it is essential that they are able to: 
Strategically identify partnership needs •	
Actively explore partnership opportunities •	
Lead or contribute to implementation of commitment within partnerships. •	
Successfully motivate participation and commitment within partnerships.•	
Monitor and cultivate the performance and health of partnerships. •	
The key abilities required by project staff to address these are explained in this section.
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6.4.1 Strategically identifies partnership needs
They should be able to analyse the institute’s and one’s own area to identify key internal and external 
relationships that should be initiated or improved to further the attainment of goals within one’s area 
of responsibility. This will include:
Identifying strategic gaps: be able to articulate the critical research gaps that need to be filled by •	
leveraging capacity through partnership
Actively scan for opportunities: continuously seek new contacts and information about •	
other organizations active in own area of responsibility, assessing what they may offer to the 
organization (and vice versa)
6.4.2 Actively explore partnership opportunities
One needs to exchange information with potential partners to clarify benefits and collaboratively 
determine the scope of mutual expectation; seek ways to collaborate with diverse group (internal 
or external to the organization); and develop sustainable strategic partnerships and collaborative 
agreements with external organizations. This involves:
Initiating discussions with potential partners •	
Facilitating a consensus on mutual benefits to be gained through partnership •	
Clarifying expectations: (agreements for agreed activities, follow-up activities once current •	
collaborative activity has ended)
6.4.3 Effectively lead or contribute to implementation of collaborative 
activities
This will involve managing performance; focusing and guiding others in accomplishing work objectives; 
fostering trust and dialogue to enhance performance of self and others; acting as an advocate for 
personnel development opportunities and resources; managing in a frank and open manner and 
applying the same standards of treatment to everyone.
This requires:
Setting performance objectives/defining roles: Collaboratively works with partners to set •	
meaningful performance objectives and align them with agreed priorities, sets specific 
performance goals and identifies measures for evaluating goal achievement; clearly defines roles 
and responsibilities for member of the partnership. 
Establishing ground rules: Collaboratively works with partners to identify the behaviours, •	
knowledge, and skills required to achieve goals; identifies specific behaviour, knowledge, and 
skill areas of focus and evaluation.
Creating a learning environment: As necessary, helps secure resources required to support •	
development efforts; facilitates opportunities for development to build capacity; offers to help 
individuals overcome obstacles to learning. Provides equal growth opportunities within the 
collaborative activities for individuals across all cultural and demographic backgrounds. 
Formulating action plans: Collaboratively determine courses of action to realize mutual •	
objectives; facilitates agreement on each partner’s responsibilities and needed support. Define and 
clearly communicate performance expectations; collaboratively identify coaching opportunities, 
training, workshops, seminars etc. that will help partners achieve important goals.
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Planning and organizing: Establishing courses of action for self and others to ensure that work is •	
completed efficiently and effectively in accordance with the organization’s core values. 
Prioritize: Work with others to identify more critical and less critical activities and assignments; •	
coordinate project assignments, coordinate project assignments, roles and responsibilities; 
adjust priorities when appropriate. 
Determine tasks and resources: Determine project/assignment requirements by breaking them •	
down into tasks and identifying types of equipment, materials, and people needed; coordinate 
project assignments, roles and responsibilities. 
Schedule: Allocate appropriate amounts of time for completing own and others’ works; •	
avoids scheduling conflicts; develop timelines and milestones; prepare detailed project plans 
including timelines and objectives.
Leverage resources: Take advantage of available resources (individuals, processes, and •	
tools) to complete work efficiently; coordinate with internal and external partners; delegate 
appropriately while maintaining accountability for work; manage resources within the 
framework of short- and long-range budget plans and other resources.
Stay focused: Use time effectively and prevent irrelevant issues or distractions from interfering •	
with work completion; maintain focus when faced with competing agenda.
Delegating responsibility: Allocating decision- making authority and/or responsibility as •	
appropriate to maximize the organization’s and individual’s effectiveness; inspiring collective 
ownership of decisions and required actions. 
Share appropriate responsibilities: Allocate decision-making authority in a timely manner •	
in appropriate areas (considering positive and negative impact, organization values and 
structures, and the enhancement of the individual’s knowledge/skills, while retaining 
appropriate ownership); delegate assignments to appropriate individuals based on their skills, 
roles and interests
Define parameters: Clearly communicate the parameters and context of the delegated •	
responsibility, including decision-making authority and any required actions, constraints, or 
deadlines 
Provide support without removing responsibility: Suggest resources and provide assistance •	
or coaching as needed; express confidence in the individual and communicate their role to 
others in the organization.
Follow-up: Establish appropriate procedures to keep informed of issues and results in areas of •	
shared responsibility; follow up to ensure that actions are completed properly and within the 
period allotted
6.4.4 Motivating participation and commitment within partnerships
This involves placing higher priority on partnership’s objectives than on own objectives; anticipating 
effects of own action and decisions on partners; influencing others to support partnership objectives. 
This requires:
Communicating effectively: Clearly conveying information and ideas through a variety of media •	
to individuals or groups in a manner that engages the audience and helps them understand and 
retain their massage. 
Impact: Diplomatically, clearly, and logically, convey information and ideas through a variety •	
of media to individuals or groups in a manner that engages the recipient/audience and helps 
them understand and retain the massage; adjust words or terminology to ensure audience 
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understanding (e.g. explaining policies, strategies, processes, plans etc. to diverse groups); 
able to deal with others with tact and sensitivity; consider translating documents into other 
languages (French, Spanish) when the communication is intended to reach an audience at the 
country office level. 
Clarify: Ask questions to obtain information or to gain clarification to ensure understanding •	
Oral communication: Communicate clearly the organizational policies effectively in a group •	
or public setting; participate actively in meetings; be sensitive to words used (culturally and to 
people’s feelings).
Written communication—(day-to-day): Convey information and massages clearly, concisely •	
and effectively through both formal and informal (email) documents. 
Listen effectively: Demonstrate ability to comprehend communication from others; attend to •	
messages from others including paying attention to nonverbal clues (e.g. body language, facial 
expressions); correctly interpret messages and responds appropriately. 
Show respect for others: Establish good interpersonal relationships, communicate, empathize, •	
involve, disclose, support and offer suggestions to achieve group objectives. 
Volunteer assistance: Offer to provide appropriate assistance on a task that is not part of own •	
responsibility because it will help a partner 
Build/maintain relationships: Demonstrate ability to balance or focus on task with attention to •	
relationships; identify and cultivate relationships with key stakeholders representing a broad 
range of functions and levels; establish and promote trust to facilitate collaboration; share 
information with others. 
Negotiation: Effectively exploring alternatives and positions to reach outcomes that gain the •	
support and acceptance of all parties, and building collective support or agreement
Clarify current situation: Explore each party’s needs, concerns, and initial position, including •	
own; be sensitive to cultural or gender differences 
Identify points of agreement/disagreement: •	 Build common ground by highlighting areas of 
agreement; focus efforts by identifying areas of disagreement. 
Keep discussion focused: Manage the interpersonal to stay focused on the task; constructively •	
address emotions and areas of potential conflict 
Develop all ideas: Engage in mutual problem solving by brainstorming alterative positions •	
or approaches and evaluating them openly and fairly. Build support for preferred alternative: 
build value of preferred alternatives by relating them to each party’s needs; respond 
to objections by emphasizing value; expose problems with undesirable alternatives; 
communicate with others regarding the merits of a particular approach or method to be 
in line with organization’s and the partnership’s overall priorities; obtain cooperation and 
commitment from others for working with a new strategic plan.
Facilitate agreement: Seek a win-win solution through a give-and- take process that recognizes •	
each party’s needs.
Developing teams: Using appropriate methods and a flexible interpersonal style to help build a •	
cohesive team; facilitating the completion of team goals 
Develop direction: Ensure that the purpose and importance of the team are clarified (e.g. team •	
has a clear charter or mission statement); guide the setting of specific and measurable team 
goals and objectives
Develop structure: Help to clarify roles and responsibilities of team members; help ensure that •	
necessary steering, review, or support functions are in place 
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Facilitate goal accomplishment: Make procedural or process suggestions for achieving team •	
goals or performing team function; provide necessary resources or help to remove obstacles 
to team accomplishments. Involve others: listen to and fully involve others in team decisions 
and actions; value and use individual differences and talents; ensure that others from 
different levels among the partners and from different backgrounds have equal opportunity to 
participate in strategic processes (interview/recruitment panels, task forces, working groups, 
strategic planning/visioning exercises etc.)
Develop others: Identify areas in which partners need to increase knowledge; provide •	
opportunities to develop skills and competencies when needed; provide feedback on 
individual and team performance 
Inform others on team: Share important or relevant information with the team •	
Model commitment: Adhere to the team’s expectations and guidelines; fulfil team •	
responsibilities; demonstrate personal commitment to the team.
6.4.5 Monitor and cultivate performance and health of partnerships 
Promote and implement effective means for monitoring and evaluating the partnership process, 
relationship and attainment of mutual objectives; advocate for internal and external partners to ensure 
that their need are being addressed; ensure that areas within the partnership act in the best interest 
of the organization and the other partner organizations as a whole (in line with mission, vision and 
values). 
Track performance: Propose and help implement standard performance management processes to •	
track performance against goals; facilitate discussion about performance with partners regularly 
and in a timely manner. Ensure performance management takes into account diverse work styles, 
approaches and contributions
Evaluate performance: Hold regular formal and informal discussions with each partner to discuss •	
progress toward goals and review overall performance
Recognize the work of partners: Ensure that the work of partners is recognized by the •	
organization/others when appropriate; do not take credit for the work of others.
The required individual competencies to carry out the responsibilities detailed above are very similar to 
what is required of managers in today’s workplace: ability to build, lead and manage teams, collaborate 
with others, build commitment, communicate effectively, plan and organize, delegate, coach, manage 
performance, adapt, innovate or make effective decisions. 
The partnership context where at least two different organizational cultures come together requires an 
even higher level of skill in those areas as creating and maintaining a partnership takes the manager 
out of his/her organizational comfort zone where the structures, lines of communication and decision-
making mechanisms are all clear. Communication is a perfect example of the added challenge of 
working with outside organizations who may value or prefer other means of communication than the 
one favoured by the parent organization’s scientists (e.g. verbal vs. written) and where misunderstandings 
can easily lead to the failure or the partnership. 
A separate Annex in this module deals with some of these skills in more detail.
Key references
ILRI (International Livestock Research Institute). ILRI’s partnership strategy and management system. ILRI, Nairobi, 
Kenya.
USAID. 2004. Tools for alliance builders. Prepared by the Global Development Alliance Secretariat.
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Session 6:  Exercise: Reflecting on our partnership experience
This exercise will be based on the individual assignment given in the previous afternoon called ‘Partnership Self-
Assessment Inventory’ 
Phase I. Individual exercise 
Participants are expected to come to the session completing the individual assignment given to 1. 
them the previous day on ‘Partnership Self-Assessment Inventory.’
If there are still some participants, who have not completed the exercise, ten minutes will be 2. 
given to allow them complete. 
Phase II. Group work (30 minutes)
 Form four groups 3. 
Each group will discuss the results from the individual exercise and agree on the two elements 4. 
that are the strongest and two elements, which need improvement for the group (this will be 
based on ‘Interpreting Your Questionnaire Responses’ part of the ‘ Partnership Self Assessment 
Inventory’).
Each group will also identify two specific changes/actions that should be taken to improve the 5. 
condition.
Rapporteurs are expected to present the results of the group discussion to the plenary.6. 
Phase III. Reporting and discussion (30 minutes)
Rapporteurs present the group responses (20 minutes). 7. 
Facilitator asks feedback on this exercise and closes the session (10 minutes).8. 
14
Partnership self assessment inventory
(This exercise will be distributed in hard copy one day before session six is presented)
This is a tool to get feedback on the partnership’s strengths and weaknesses. The results should be 
shared during a discussion in which members discuss the information and explore ways to improve 
weaknesses. Both in new as well as established partnerships, members can identify elements of 
weaknesses, and focus attention on these areas for future improvement.
Partnerships are complex relationships that require deliberate formation and maintenance. Research 
shows there are predictable characteristics or elements found in successful partnerships. By focusing 
on these elements in the beginning, new partnerships can ‘get started’ faster and with less difficulty. 
Existing partnerships can assess whether they have overlooked any of these elements which might be 
contributing to current difficulties. Either way, new or established partnerships can take a moment, 
reflect on which of these elements are strengths, and identify through this self assessment inventory 
where to focus attention for future improvement.
It is suggested that this self-assessment inventory be used as a means for all members to provide feedback 
on the partnership’s strengths and weaknesses. The results of the inventory should be shared during 
a facilitated discussion where members can discuss the information and explore ways of improving 
targeted areas. Please note that this inventory is intended to help partnerships prioritize their limited 
time and resources by acknowledging where they are doing well and by targeting selected areas for 
improvement.
Remember that this is not an evaluation of the partnership’s capacity. This is feedback that will help 
focus the partnership’s attention and energy to increase effectiveness in areas that are not current 
strengths. 
Use the following 7-point rating scale to indicate your partnership’s current level of skill and 
effectiveness.
1= We need to focus on this immediately
2= We will need to focus on this in the next couple of months
3= We need to get better at this, but it is not our priority
4= We are doing this inconsistently
5= We are doing this with regularity
6= We are doing this well, to an advanced level
7= We do this in an exemplary way and can be used as a ‘best practice’ or model to others
N/A = Not seen in action or not observed
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1. Partnership has a clear and compelling vision that 
is exciting, worthy of the combined efforts, and will 
have impact
2. It is clear how these organizations can create the 
value added impact desired from the partnership and 
the role of each member
3. Members can articulate partnership goals and how 
each parent organization contributes to achieving that 
goal
4. The vision is used as a reference point in priori-
tization of activities and resources and keeping the 





Strong and shared leadership
1. Members share leadership where appropriate, not 
overly relying on any one person for all of the leader-
ship functions
2. Leadership is facilitative rather than directive, 
involving members in decisions, problem solving, and 
planning
3. Members are willing to support followers, contrib-
uting to planning, problem solving and assisting the 
leader in other ways
4. Members use both successes and mistakes as learn-







1. All partners participate in the definition of the prob-
lem being addressed
2. Members can articulate others’ concerns and/or 
interests in the problem being addressed
3. Members have and use a common approach or 
framework for addressing the problem
4. Partnership meetings are held with the frequency 
required to ensure full communication, adequate 
problem solving, and efficient progress towards 
project goals
Interdependency and complementarity
1. The partnership uses and respects the diverse skills, 
knowledge and backgrounds of its members
2. The partnership can create new value—something 
that individual members could not achieve on their 
own
3. Members believe that each member’s contribution 
is essential for the total outcome of the partnership 
goal
4. Members and/or their parent organizations have 







1. Members share a sense of responsibility for partner-
ship results, not just the results for which they are 
individually responsible
2. Members have agreed upon norms and processes 
for holding each other accountable
3. Partners pitch in and help others who are expe-
riencing problems or needing assistance to meet 
deadlines or outputs







1. Members respond to feedback and criticism with-
out getting defensive
2. Members express ideas openly and honestly with-
out irritating others
3. Members monitor that all voices are heard before 
decisions are made
4. Partnership has agreements for how it will work 
together and these are used and periodically checked 






1. Members keep other partners appropriately in-
formed about work, contacts, problems, accomplish-
ments, and progress
2. In partnership discussions, members emphasize the 
open, inclusive and respectful sharing of thoughts and 
ideas
3. Members deal openly and constructively with 
problems and conflict that hinder the partnership’s 
performance
4. Members keep their parent organization informed 










1. Decision-making process is clear and transparent 
to all members
2. Members can provide input and have equal oppor-
tunity to influence decisions and the direction of the 
partnership’s strategy
3. Resource allocation within the partnership is trans-
parent and in line with principles agreed upon by the 
partnership
4. Decisions are recorded and shared with all those 





Trust and commitment 
1. Members share and act according to agreed upon 
values regarding the expected output of the partner-
ship and the processes for carrying out the work
2. Members deliver on promises and commitments 
made
3. Members are direct about organizational interests 
and expectations; keeping covert or hidden agendas 
to a minimum
4. Members are willing to compromise or make or-
ganizational sacrifices of self-interest so that the needs 






Credit and recognition 
1. Partnership has explicit agreements on how to 
handle visibility, authorship and intellectual property 
of individual members and the partnership
2. Members recognize contributions to the partner-
ship by individuals and their organizations
3. Members share responsibility to ensure parent 
organizations demonstrate commitment to broader 
partnership goals
4. Members are watchful for opportunities to ac-
knowledge others for their contributions
 
Scoring your questionnaire responses
After completing your ratings, transfer the points for each question to the appropriate box below.
Elements Q1 Q2 Q3 Q4 Total
Compelling vision
Strong and shared leadership





Decision-making and power equity
Trust and commitment
Credit and recognition
Interpreting your questionnaire responses
Based on your ratings, which two elements are the strongest for your partnership?
1.
2.




What specific changes/actions would improve these areas?
Share your assessment with others in your partnership for a collective look at the strengths and needed 
improvements.
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